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Chapter I 

























Background and Evolution prior to End of World War iI 


In the transition from a hands off policy of isolation to 
er which is to lead the Free World, and in taking this lat- 
ter role, having to supply considerable material, money, and men, 
the United States has or necessity become quite budget conscious, 
Manpower is, and justly so, receiving considerable attention as 

an item to budget, particularly that segment which is to serve in 

the Armed Forces. The purpose of this paper is to explain the 
avy's approach to setting forth the pattern of the types and 


antities of enlisted men it requires to adequately discharge 





its mission in peace, in continuing cold war, or in an "all out" 
It should not be inferred that no pattern had heretofore 
Kisted because such is definitely not the case. The element of 
adequate exposition to enable justification of men reyuired in 
quantative and qualitative terms intelligible to other Govern- 
t agencies, to Congress, and to the public as a whole has, 
ever, so definitely loomed large and important that the pattern 
tC definitely be so built up that the Navy's effort to budget 
power may be readily evaluated under conditions in which pro- 
ent continues to become more and more difficult not only be- 


of greater competition from other sources but of the sheer 


bers of men required. The current rating structure is a 


ignificant step in this direction. 
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The general principles of the Navy's rating structure as 
system to control and manage its enlisted personnel had evolved 
radually from the time the Navy was first organized. Sensibly 
le system kept up with technological and sociological changes 
h as the transition from sail to steam; from wooden ships to 

ee] and armor; from surface vessels only to the triad of surface 
aponents, submarines, and aircraft; from enlistment for specific 
ruises to enlistment for years of varied service. From a struct- 
re which recognized only some eleven different job families 
ibove the ordinary seaman level during the period of the Navy of 
the United Colonies it gradually grew to one recognizing some 
hirty~-eight prior to World War II. 
The pre World War II Navy was a close knit nucleus organi- 
ition of less than 100,000 men in active service, This was 
gmented by Reserves of Fleet, organized, and Volunteer categor- 
s totalling some 38,000. The career aspect of the service was 
latively attractive and the turnover correspondingly low, The 
egoing, coupled with ample opportunity for training and a very 
dual technological advance since the end of World War I made 
-a pool of versatile and competent men. This pool, however 


isfactory it may have seemed, was indeed small when the naval 





"vice expanded some thirty fold in men during the period of 
Pld War II during which period technological advances became 
hly accelerated. 

The radically reduced training time availeble for new per- 


nel and the many new material advances imposed a severe strain 
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the existing rating structure. Existing ratings were sub-divi- 
for better definition of the attendant skills and many new 
ecialist ratings were added as a measure of expediency, By 

J Day almost 200 ratings had come into being - including even 
Specialist (X), a catch all of frantic exp 





ediency. Recog- 





1g the unsatisfactory aspects expediency had introduced into 
system, the Bureau of Naval Personnel initiated a critical 

y of the problem utilizing officers, enlisted men, and civili- 
experienced in personnel management. The task was commenced 


pe t emb er ry 1 945 e 
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Chapter II 

























Concepts and Considerations in Revising the Prior Structure 
The naval service has, and indeed continues to, regard the 
rating structure as a primary instrument for the control and man- 
ment of enlisted personnel. Basically, therefore, it remains 
| @lassification system. Rather than any radical revision the 
ructure required critical study of the basic element - that of 
assification. It was in this light that a group of officers, 
snlisted men, and civilians, all chosen for their theoretical and 
actical knowledge in the field of personnel management were desig- 
and assigned to the Research Division of the Bureau of Naval 
srsonnel in order to analyze the problem, make recommendations, 
i suggest the format of revision. 
The mushrooming of ratings during the period of World War 
II indicated the obvious need for critical information on (1) 
b analysis data consisting of (a) title terminology (b) job 
ding (c) location of job (d) job summary (e) job tasks (f) 
chines, tools, etc. (g) working conditions (h) job relation- 
rips (i) procurement sources; (2) qualifications analysis data 
Sisting of (a) physical demands (b) personal characteristics 
educational requirements (da) previous experience in related 
lds (e) experience in specific fields. This information was 
gained from "on location" surveys both afloat and ashore, 
me 1100 jobs were identified in this manner. Up to this point 
nothing may appear extraordinary and indeed it is identical to 


of the projects completed by personnel departments in any 


gressive large civilian industrial enterprise for the purpose 
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> establishing base wage structures, aw we policies, and 
meral personnel procedures, 

| The Navy does, however, have problems peculiar to itself 
hich have a significant impact upon the integration of jobs into 
cupational grouping and in the general qualificetions of person- 
One such peculiarity which reguires close study of any 
Suping and the rating structure as a whole is the limited accomo- 
lations for personnel on board ship. This limitation not only 
finitely precludes "splinter" specialization but may indeed de- 
ind versatility in occupational fields, The foregoing is further 
pounded by the isolation of ships from sources Of sugnmentation 
* replacement during combat situations which therefore requires 
ignment of fighting duties not necessarily related to routine 
scupational duties of enlisted personnel. To cite several ex- 
ples of the latter: (1) The services of yeomen (clerk-typists 
stenogsraphers) in their given occupational specialty in 

tle or combat search may indeed be secondary to having addi- 
hal men serving in the combat cormunications network or ammu- 
ion supply train to the guns. (2) The services of cooks, bakers, 
stewards in the quantity required for routine service can be 
ibly curtailed to be utilized in battle or combat search as 
yeoman. (3) The services of storekeepers, essential in the 
tine of providing and accounting for clothing, food, ships 

iS and equipage becomes secondary in combat. <Another aspect 

f peculiarity is that of utilization of personnel ashore. Cer- 


In occupational fields essential in units afloat have but lim- 


J use ashore yet it would be demoralizing on the one hand 




























ore ,eerolive Jevasianony gaprpendide Geer See 
timers of vebtuon ame yng weet, creel. dan® 
ing eve Jo Titres atk fone tom Jeeu tied rt 
area te gacdfemt) liao, Seaenee wld dt tum dover Tee 
rie TO whuode vente eetcoger feete (OMe sooo om 
vee MObLALE ett ee piie way erp gir aee oe bee 
siae Yon eolomeieli aif? «i fto Rance > ieomorret 4 
oe teepnl tee toe epidee Cla loege ryetoiiqnt epiaseaw. © 
sien ot qulomrve) wy .aMeol] grenscemvorp we ufset? 
+ Sn eluent ae® meat Io midefoes Oat Ww oee 





anil = 


’ 
* 


otf et oo 


ome toped oTalevese eit ee Gam taregie sehema «eicud, foe 


eotpust of lnadlow VEC Theres end fee antdup ehLoagi] Be a 


 facanenes leeed live to pete Lens Ww 


we L2rree S/o of 
ey te wentrace oot (4) eve rial eae 





acpdrvé+ ee ebe! 





al Wieloaee Leresremeo ceil Res Oe de ss 
abide «shies of 2 PeneUee FO ere it ler teen Some rr . ; 


on - 
a = » e, masse olan” by ab O o° wi Qt oor — i 


eT a= & 


=e . OF Yo eweeivier aff 1 8i cra 7st ow uieny than } . \ 
a 


stijows ac} Aregeges Yet 0e oy eos wi om 
) yeetigagw eo ard Mai tarceue 


| ote a lreee 
ne tegete Iecers “iF Le 


—A? OF (42.50 pS Upomagieste te 74 ap vii lus (ai of! a 


aotie .doot ~hetiecie 7H etsooer jak ap therm to eel 


een br erebarery hance, seoy tye 





oer. 7S d atdla =e © 


~The aoe Leeson Ee eed Peddie TS Fete al si dvrs See 
ail. 00,9980 preeltie @&Ff OW el Ja+P OR GR auers Lenoke - 7 


> vatsitnnauee af Obie 0) Jap ondanrns 


‘ge “aay wld 





















- 6 


and uneconomical on the other to consider retaining incumbents 
definitely at sea or retaining them inactive to have available 
necessary skills. 
Considerations such as outlined in the foregoing had guided 
phe pre war rating structure as it evolved and were retained 
sound. They continue to be implemented in the following con- 
tS: 
(1) An individual to be considered qualified to advance 
hrough successive stages of seniority should not only demonstrate 
chnical competence in a given occupational field but should 
Iso demonstrate traits of general supervisorial ability, lead- 
‘ship, and adaptability. The former are referred to as profess- 
‘ lal qualifications and the latter as military qualifications. 
(2) Symbols are necessary to identify different groups of 
jobs necessary to continuing service needs which require 
sentially the same aptitudes, training, experience, skills, 
ysical and mental capacities in their execution. Such symbols 
_their description serve to offer tangible goals to the 
eruit, inhibit waste of skills, furnish convenient means of 
ting needed skills, contribute to the morale of the individual 
identification with a kindred group, and form the basis for 
ining programs. This symbol is termed "rating." 
(3) Within each rating there should be provision for 
ccesSive steps of advancement to stimulate morale and incentive 


recognizing continuing satisfactory service and growing skills 


| experience. There had been and continue to be seven such 


_ 
etcedimite! _Alniater rhb oo Or vease aap cw bi 
thadtevs oven Do ar liuns meas entotnd es "To ps rat 

aelliae c+ bei hal 


o-_ 






—- 



















f/ou5 Sa, Siewert oi/ af Sori lin we osue opets Ler 
aenieger @saw Bie bere heve 22 oF wruseryTe falters = 
wan eolwoliot ed at setnemeirm. af of dmntirc> yese 








eooerhc a4 PEPTE Pai Gerehselioe 60 od favioe liectect 


on Lldeds ~stteinse Te Benes oF vor 
wicodse Sod Hest Penn breeds fovte @ et wcosdenro4 pan 2 
valida’ (etre lrredce tevecmg “Te ethers 63 rt? hac 


af Of Snteetax eum Perr an? sqsllidedqaue Ons 
es tases, aab Sew denison ete 


evrigoumed qiao + 


-feel 
Feelous 


whet e0LTi lew qaet itt 


Yo aquOW WrréesTiio Yiisevat oF TTASavIen T+ eisiorys ; ; 


ettueet Solio eben sotrtet eitualians oF CLs AesAr 





saurmeiveei® sediele (eokbids Some @S0U mien 


ewAr a) e¢islomor lear fae < 


,Si4/%8 R 


pled re ior. , 2 ie | wooVe 
som Ie ele OS we iq crus @ rh 


~ B: 


we xitorvy ,atiise je eee a4didel 4 1a 


eas oF & 


i «ore 726 terv 
ve aswtom #2 OF Bist etm sibiae fahren gs 


reobtieiial se 











ect wteed eer erok ice ,QvotT Letiniat « ite op fet hae 


~ beevet at Jowres elu? .2eeTyOT 


- cart £er 


ot peilivess «0 Dieein wasnt arises Fn viansiv (2 


evlagineeat Bae sietfus ¢feDes.38 “2 Jie oer 2G age@ct 


bide nohwrys fer solvaee tral umlies wuiechd moo ook SoRe 


suntanao wie eo oe oat wel 


id 
-» 





(un arr oF 00 


reps or "rates" in the structure. 


The significant aspect of breakdown of the pre war rating 














eucture being its lack of definition in ratings indicated that 

2 only major revision of the structure be that of reorientation 
* the ratings based on the critical study of job and qualifications 
lysis data previously referred to. The following concepts 

1 regard to rating groups were therefore formulated to be 
segrated with those preceeding: 

(1) Establish ratings to be designated "General Service 
tings" of broad occupational content. These ratings are to be 

d for the regular naval personnel and reservists on active 

jy during peacetime in order to provide for broadly qualified 

1 rounded personnel who can be advanced to positions of respon- 
ility and authority in wartime. 

(2) Review the foregoing ratings to determine major sub- 
frisions of occupational content which subdivisions then be desig- 
fed "Emergency Service Ratings." These ratings are to be used 
peacetime only for inactive reservists, In wartime, however, 
personnel are to be classified under this latter system to 

it integration of reservists with regulars more quickly with 
ed training time available the meanwhile affording all a 

> equitable basis in competing for advancement. 

(3) Establish "Exclusive Emergency Service Ratings" to 

ide for the contingency of highly specialized occupations 


le used in peacetime but which may assume major importance 
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wartime and therefore reyuire personnel in active service to 
mplish then. 

The concepts foregoing together with administrative consider~ 
1s to make for efficient and economical management suggested 
following criteria for a satisfactory rating setup: 

(1) Although the rating must serve the forces afloat by 
viding coverage broad enough so that, considering the limitat- 
is of berthing and messing facilities on board ship, it will in 
junction with other ratings accomplish all necessary tasks yet 


must be constituted of such knowledge and skills to be within 
Capacity of enlisted personnel. 


(2) The rating should be composed of occupational or work 
ent in sufficient scope and range so that it indeed encon- 

is a family of jobs. 

(3) Jobs which reyuire essentially the same basic experience, 
ning, techniques, abilities, and physical and mental capacities, 
be classified under one rating. 

(4) No rating should be established unless there is a suffi- 
t number of personnel required of such occupational specialty 
irrant the cost of training programs and related administrat- 
personnel functions. 

(5) The ratings should be so designed to enable enlisted 

mnel to be qualified in all respects for their ratings and 

y therein within rationally e yuitable time intervals, 

(6) Emergency service ratings should be considered in 

inction with general service ratings. 


(7) The amount of knowledge and desree of work complexity 
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mastering jobs within a rating deould be such that a chief 
stty officer within the rating may supervise intelligently any 
) in the rating. 

(8) The work content of ratings should be equalized as 
hh as practicable in order that the condition of "equal work 
equal pay" obtain. 

(9) No rating should be established unless it can be 
lized at sea or at an overseas naval activity in order to 
rmit rotation of personnel. 

(10) There should be a definite path of advancement from 


ruit to warrant rank for each rating established, 
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Chapter III 


The Current Structure 













After the job analysis data and classification data were 
malized and reviewed in conjunction with the concepts and 
teria it was decided to set up twelve broad occupational groups 
1 of which would then contain various associated ratings. The 
roups have been designated as follows: 

1. Deck 

2. Ordnance 

3. Electronics 

4. Precision Equipment 

5. Administrative and Clerical 

6. Miscellaneous 

7. Engineering and Hull 

8, Construction 

9. Aviation 
10. Medical 
ll. Dental 

12, Steward 
fe general service ratings which are contained in each of the 
psoing groups which currently number 62 are shown in Appendix l. 
tse general service ratings may be expanded to 131 designated 
gency service ratings. From the ratio of general service 
gs to emergency service ratings it will be noted that normally 


| occupational content is halved. In some ratings, however, 
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ch as Radarman (RD), Surveyor (SV), and pattern maker (PM) 
election and training of personnel for narrower sections would 
1ifficult and not too realistic. The general service and 
ergency service rating therefore is identical. On the other hand 
ause of the special types of equipment involved it was consider- 
sound to have certain aviation and construction general service 
tings parallel to those found in other groups. 
For purposes of primary identification of individuals in 
general apprenticeship category preparing themselves for a 
ecific rating it was deemed expedient to segregate them into 
ven branches. These are as follows: Seaman (Groups 1 to 6), 
man (Group 7), Airman (Group 8), Construction man (Group 9), 
Spitalman (Group 10), Dentalman (Group 11), and Stewardsman 
roup 10). During the period individuals remain in the appren- 
eship they successively rise through the levels of (branch) 
uit, (branch) Apprentice, prior to that of (branch) msn. All 
, a very few who may enter the service on special program or 
ta enter basic or recruit training as Seaman Recruits. Either 
ing or upon the completion of basic training after orientation 
| classification are they designated by other branch names, 
From the basic apprenticeship through any given rating 
ve are definite career steps (outlined in Appendix 2) leading 
shief petty officer and thence to warrant rank, Twelve 
ant officer titles are currently authorized by law. These 


Aerographer, Boatswain, Carpenter, Electrician, Gunner, 
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Machinist, Pay Clerk, Photographer, Radio Electrician, Ship's 
lerk, Torpedoman, and Warrant Officer Hospital Corps. It should 
noted that although there are but twelve warrant officer titles 
> are some thirty-seven warrant officer classifications. The 
ter was necessary in order to avoid combining unlike occupation- 
fields in the duties of a single warrant officer, For example 
> rating groups Electricians Mate (EM) and IC Electrician (IC) 
| to the warrant classification Electrician 7540 (Electrician) 
hile the rating group of Aviation Electrician's Mate (AE) leads 
the warrant classification Electrician 7510 (Aviation Elec- 
ieian) and the rating group Construction Electricians Mate (CE) 
ds to the warrant classification Electrician 7590 (Construct- 
) Electrician). 
In order to advance from recruit to chief petty officer 
re are definite requirements common to all ratings fron level 
mwevel., These are: 
(a) Service in current level. A definite period of time 
st be served in each level, rate, or pay grade. The length of 
'S§ period is determined and promulgated to the service by 
‘Chief of Naval Personnel. It is normally set at the minimum 
ne in which it is considered the average individual can gain 
ficient experience and training before assuming duties and 
asibilities of the next higher level. 


(>) Fitness marks assigned by command, A satisfactory 
rd of proficiency in the field in which emploved and in 
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ilitary conduct is reguired of all personnel for definite 

sriods prior to being considered eligible for advancement, [In 
dition to such marks the individual must be recommended for ad- 
cement by his commanding officer. The recommendation would, 
course, be a result of a review of the individual's marks and 
ritical estimate of his potential, 

At this point a description of the Manual of Qualifications 
> Advancement in Rating, NAVPnHRS 18068, is pertinent. This 
anual is one of the significant results of the job and classifi- 
ation analysis studies embodying and implementing the concept 

f the current structure, [It lists the minimum standards required 
r advancement in both military and professional categories, 

e military reuuirements are listed in one section, describing 
16 fundamental qualifications for all military personnel and 

le general qualifications for each level of petty officer, 

The professional qualifications, or minimum professional 

1d technical qualifications required in order for a man to perform 
ie specialty duties of a rating are given in another section, 

is section is divided according to the twelve occupational 
ipings which divisions are then subdivided according to in- 
ded general service ratings. The general service rating 
jivisions contain the definition of the particular rating 

ith included definitions of emergency service segments. Follow- 


ang the definitions is a systematic listing of practical factors 


and examination subjects to be mastered, This is presented in 
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tabular form for ready use and evaluation. Based on this manual 


an = is, 


e the remaining requirements for advancement in rating. These 


> r . : 


(c) Training courses. Training courses designed for self 
education in the subjects an individual is required to be profi- 
ient in at various levels within his rating field have been pre- 
red for most of the ratings. Ultimately such courses will be 
available for all ratings. These courses are accompanied by 
examination pamphlets on the subject matter which are administered 


by the local command. Satisfactory completion of pertinent 
















courses is a necessary requirement in determining eligibility 
for advancement, 
(d) Practical Factors. Each individual must be certified 
by his command to have completed satisfactorily the practical 
-actors pertinent to the rate which he aspires to prior to being 
considered eligible for advancement, 
(e) Examinations. Written examinations in both military 
and professional categories must be completed by individuals 

rior to advancement. Presently only the examinations required 
for petty officers first class to chief petty officer are ad- 
inistered at Bureau level. These are prepared by the Naval 
Mining Center and evaluated by that activity as well. In such 
manner all individuals eligible are competing on an equitable 
basis. For the lower levels area wide examinations are administered 
Dy cognizant commanders to fill quotas assigned by the Chief of 


val Personnel. 
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In addition to the foregoing common requirements for all 

ate advancement, certain schools have been established for specif- 
. ratings. Completion of courses of such instruction may be a 
rther reyuirement. The Chief of Naval Personnel promulgates 

m time to time instructions on the matter, 

Standardization of the requirements for advancement in rat- 

y and the control of all its phases is without question of 
rimary importance to the naval service to insure the availability 
f well qualified individuals who can be depended upon to carry 

t their assigned duties and responsibilities as conceived by 

ee rating structure, 

Integrated with the foregoing concept of graduated minimum 
qualification in the professional category is the codification 

fF navy jobs. The some eleven hundred different types of jobs 
ich were recognized in the analysis upon which the present rat- 
' structure is based were listed, codified, and defined and 

*e now contained in the Manual of Enlisted Navy Job Classificat- 
s NAVPERS 15105 (Revised. Except for two special sections, 

h job code in the manual is made up of two letters and four 
its. The two letters relate to a specific general service 
jing. Each of the four digit numbers following the letter 
roups is distinctive for a significant job classification. Add- 
i thereto as a suffix may be a two number code to identify the 


ye of ship or station at which the job classification was assign- 
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The job classification code is designed to identify a 

















6 
irticular skill within a rating. It is not, however, intended 
convey any restriction or limitation since rated personnel 


t meet all the qualifications of rating. On the other hand 


» job highlights particular significant skills for ready identi- 
Cation and utilization. Jobs are classified at three levels: 


ervisory, Journeyman, and Basic. Each job is summarized at 
beginning of the definition and followed by a detailed de- 
ription of duties performed, 

Administrative regulations have been issued directing that 


h enlisted person in a rating group be assigned a job classifi- 
bion to reflect his most significant skill within his rating. 


s is termed a primary Navy job classification. Should by chance 
rson possess or gain a significant job skill distinct there- 

it is to be assigned as a secondary classification. 

The two special sections of the Manual previously mentioned 
isist of: (1) codes to identify persons in apprenticeship 

gory with special aptitudes while they are undergoing basic 
aining, (2) codes which identify special pro«vrams which required 
cial schooling and training (this category may only be assigned 
revoked by the Chief of Naval Personnel) or exclusive emergency 


ice categories and language qualifications, 
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Chapter IV 


Summary Considerations 














The navy job classification coding should actuaily be con- 
dered the heart of the rating structure. Therein contained is 
detailed information of the nature and extent of skills and 
wledge required in manning the naval establishment. Even more 
ortant, however, is the concept of this process. In order to 
remain effective it has been realized that continuing analysis of 
bs indicated by technological advances is essential. This work 
even now going on. 
Based on studies furnished by the Research Division of the 
of Naval Personnel the Rating Structure Review Board pre- 
i various recommendations to the Chief of Naval Personnel 
oh after some modification by the latter and the Chief of Naval 
erations were approved by the Secretary of the Navy. Signifi- 
t among the results were: (1) the establishment of three new 
eral service ratings- Guided Missleman, Aviation Fire Control 
Anician, and Aviation Guided Missleman; (2) amalgamation of 
ratings of Aviation Electronicsman and Aviation Electronics 
hician as well as the ratings of Printer and Lithographer; 
various reorientation of emergency service and exclusive 
gency service ratings. 
Another aspect of the utilization of the navv job codes 


resulted in evaluations of the degree of correspondence of 
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rilian and naval occupational relationships. To date two such 
dies have been published. They are (1) Tables of Occupational 
ationships (Part I) and A Study of Convertibility of Civilian 
ical Occupations to Navy. These studies are the product of 
srative effort between the Department of Labor and Navy. 

In the field of routine administration, the coding in con- 
ection with machine accounting methods has immeasurably enhanced 
rol of manpower inventory and distribution. Such an element 
indeed essential in the present period of partial mobilization 
changing commitments in order to budget (1) the manpower now 
jlable in the naval service, (2) training programs of deficient 
sgories (5) the quantitative and qualitative description of 


tional manpower revguired. 
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